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Performance measures should be
 Specific

 Measurable
« Attributable
* Relevant

 Timebound
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But We Can’t Measure What we Do

Measures respond to demand...

“Compliance” with RCW is not enough

L ]

Service delivery standards are rising

Revenues down, demand is up

We can “act like a business” even if we
are not about making money

Managers have three jobs

1. Meet performance expectations
2. Build organizational capacity

3. Build support in the “authorizing
environment’
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But We Can’'t Measure What we Do

Measures help managers:

1. Deliver expected performance
+  Are we meeting service standards?
»  Are our strategies working?
+  Are we making progress toward our goals?

2. Build organizational capacity
Is each employee doing their part?
Are we allocating our resources to the right things?
Do we have the tools and resources we need?

3. Influence decision-makers/authorizers
«  Are we accompiishing what they expect?
What do we provide for the tax dollars we get?
What do we need from them to meet expectations?

\

But what do we measure?

£

Activities
INPUTS = and

Processes

— OUTCOMES

Social, Economic, Political
and Environmental Influences
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But We Can't Measure What we Do

What measures matter?

1. Who expects something from the
activity?

2. What's meaningful to them?

3. How do they decide if they got what
they cared about?

4. How can we measure our work in terms
that are meaningful to them?

Beneficiaries| [Funders and
Communities, Authorizers
groups and Give us funding,
individuais who are directives and
impacted by our specific powers
waork

WHO
2 .. Vianagers-
MATTERS Recipients Enabglers
Directly receive Convert the
Who the services, funds and
Is in reports, or other directives into
Our products of our
‘Authorizing’ actions and Partners
and Use the staff, skills,
Actualizing’ funds, equipment
ctuanzing to deliver services,

Environments? conduct activities
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But We Can’'t Measure What we Do

Perspectives on Performance

Beneﬂue}ries Funders and
Pedestrians Authorizers

Other drivers Legisiature
Drivers’ families OFM

MADD Fed Grants

Managers —
Enablers

Recipients Patroiling

Highways

Speeders
Drunk Drivers
Breakdowns

Sergeant

Producers
and Partners

Troopers
EMT and Firemen
Dispatchers

Funders and
Beneficiaries Authorizers
How is the social, What does it cost
enviranmental or to o_btaln the
economic system desired outcome?
improving? Are constituents
happy?

Managers
Do we have the
resources to

Recipients
How long does it
take to get the

What

information or buy the skills,
matters permit | need? Is Broducers staff and tools
it easy,? Fair? and Partners we need to
- I? .
to them? easonable?/ £ 5o the tools), \deliver the

. . Quicome?,
direction and Ut

recognition | need?
Is my job
eaningful? Safe?
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But We Can’t Measure

Whai we Do

Funders and
Authorizers
Efficiency: $/unit
Effectiveness:
$/outcome, etc.

3.

Beneficiaries
Change in people’s
behaviors; changes
in state of system

or environment

How anagers
d 0 Rec'ipients Production
Wait times Workload
TH EY Fairnt_ass Vacancy rates
Clarity Employee skill

Producer

ualit
measure Agcuragy_ fnd Partners Error rate,
what Safety
Clarity of directions
matters to Recognition,
Compensation,
them? Job satisfaction, p

eic.

4.

Beneficiaries Funders and
How has our work Authorizers

improved THEIR What is the bang
quality of life? we deliver for the

tax buck?

How can
we Recipients Managers
What can they Where are the

measure expect from us and opportunities to

what do we expect improve?
and from them? Producers Where are we

and Partners succeeding?
message How have they
: : made a difference
N the|r for themselves and
terms? others?
H 2
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But We Can't Measure What we Do

We frain
offenders in a
skitl

# of classes
taught

Activity and
Qutput
Measure

.50 that...

Offenders have
marketable skill on
refease

# of offenders with
certifications,

GED’s, etc,

Immediate Outcome
and Measure

...50 that...

Offenders choose
legitimate
employment on
release

% offenders with jobs

intermediate
Qutcome and
Measure

Outputs yield outcomes

...so that...

Communities
experience fewer
crimes

Rate of re-offense

Ultimate Outéome
and Measure

We train
offendersin a
skill

# of classes
faught

Activity and
Qutput
Measure

.50 that...

Offenders have
marketable skill on
release

# of offenders with
certifications,
GED’s, etc.

Outputs yield outcomes

Jobs are available
for offenders

Unemployment
rate

.80 that.i

E -~

immediate Qutcome
and Measure

.
Offenders have
resolved substance
abused issues

# of offenders
who've compieted
drug rehab i

Offenders choose
legitimate
employment on
release

/' % offenders with jobs

Families of
offenders are
more secure

% an welfare

Other crime
prevention
activities are
effective

Crime rate

Communities
experience fewer
crimes

Rate of re-offense

Ultimate Outcbme
and Measure
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But We Can't Measure What we Do

Qutcomes are interrelated

We train
offenders in a
skill

Offenders have
marketable skill on

# of classes
faught

We provide
substance abuse
counseling

# of programs
offered

“We connect
offenders with
their children

# of families in

# of offenders with
certifications, GEDs

)

Offenders are sober
and drug free on
release

# of offenders free
of drug habits

the program

Offenders have
strong support
network on release

% offenders
returning fo intact
families

Offenders choose
and keep real jobs

% offenders with
jobs

—

Offenders provide
better role modeis
for their kids

% offenders with
jobs

Communities
are safer

Rate of re-
offense

N

Families of
offenders are
self-supporting

% families off
welfare

Logic Model (aka Value Chain)

Links Resources to Results

Brivers

Inputs

Activities

CQutputs

Initial
Outcomes

Intermediate
Quicomes

Ultimate
Cutcomes

AR ERERERIE o

External impact on Societal or
demands Processes regipient environmental
service Technical
E ?$ quality
mployees Products Changes
IT tools and in behavior
qum;ent services of system
Authorities delivered mleIdU:’i
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But We Can't Measure What we Do

Case workers
assess clients

# of clients
visited

Activity and
Output Measure

Ex: Social Services

.50 that...

Clients have a plan
for self-sufficiency

# of clients with
plans developed.

...80 that..,

Clients obtain and

Immediate Qutcome Sl
keep paying jobs

...sothat...

% clients employed
six months

Fewer families
dependent on state
support

intermediate
Cutcome
Welfare rate

Ultimate Outdome

We inspect
worksites

# of inspections
conducted

Activity and
Cutput Measure

Ex: Worker Safety

.50 that...

Workplace hazards
are identified

# of hazards found

...so that...

Employers remove
the hazardous

Immediate Outcome -al
conditions

% hazards mitigated -850 that...

at follow-up

inspection Fewer workers are
injured on the job
Interimediate .
Time loss rate
Outcome

# job-related
injuries

Ultimate Qutédbme
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But We Can't Measure What we Do

Ex: Environmental Regulation

T We process
permit
applications

# of permits

issued 50 that...

Developers

Activity and A
understand site-use
Qutput Measure requirements

...50 that...
# of conditions
identified

Facilities and sites

Immediate Qutcome are huilt to

environmental
standards

...50 that...

% compliance

conditions met Quality of water, air,

land use maintained

Intermediate

Effiuent qualit
Qutcome quatity

Smokestack
emissions

Ultimate Outdome

Ex: Grant Administration

We give grants fo
local for low-
income housing

# of grants made ...50 that...

Activity and Local entities have
Cutput Measure funding for projects

$ avaifable to focals -.so that...
for housing

ocal housing is bui
to state standards

Immediate Qutcome
% low-income
housing units

constructed (in

...s0 that...

compliance with
A More low-income

ndards,
. citizens have clean,
Intermediate safe housing

Qutcome

% people living in
acceptable housing

Ultimate Outfome
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But We Can’t Measure What we Do

Ex: Health Care

We license health
care providers

# of licenses
issued ...so that...
. Only people with
Activity and professional level
Qutput Measure skills can practice
here ...50 that...
% of applicants
granted a license
Citizens have

protection against

Immediate Qutcome

deadly diseases
...50 that...

% of Washington
citizens vaccinated

Fewer people die
from preventable

Intermediate diseases
Qutcome

# deaths or

cuthreaks

Ultimate Outéome

We recruit for
open positions

# of recruitments
issued ...so that...

Managers have
gualified staff to filt

Activity and
Qutput Measure positions
% managers ...50 that...
satisfied with

candidates hired
New hires are willing

and able to do the job

Immediate Qutcome
% employees

meeting performance
expectations

intermediate
Qutcome

Ex: Recruiting Personnel

...50 that...

Agencies are able
to achieve expected
outcomes

% attainment of

agency goals

Ultimate Outfome

Mary Campbell, 2005
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But We Can’t Measure What we Do

Measure along the value chain

Drivers Inputs | Activities | Outputs

immediate| Intermediate | Ultimate
Qutcomes | Cutcomes |Qutcomes

2aTe

7 2y

O

Indicators of . % Meeting Indicators of
some societal|  |CYCIe time reéi?:g:gg;ts societal or
problem Error rate Other environmental
# of $$ measures of impact
# of FTE’s mpagt on
recipients
{ft?) of space .
Competency # products Compliance
!'{ capacifty # services rates
imits o delivered
authority Use rates
23
HI
_ Best
Statistics
Indicators Performance
contextual information, H
demographice, of Societal Measures
Impact remes s
NOT performance measures ultimate outcome (impact on recipients and
Usuaily collected by others measures changes in system or

No point in
measuring

group behavior)

‘Next-Best’
Performance

Measures

DYOXY Measures, process measures,
output measures or predictors
{accompanied by explanation of the
causal relationship)

«————  Measurability ————>

LOW  €«—— Control/Influence over - HIGH
Outcomes

Adapled from Heather Daynard, Prospect Management inc.

Mary Campbelt, 2005
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But We Can’t Measure What we Do

Manage inputs to build capacity

...and convert them to ...

Staff (internal} \

Managers and external)
take “raw”
inputs... ...so that ...

Equipment,
Dollars
FTE’s

supplies, Activities
| Mandates
Constraints |

space produce
>—> expected

outputs and
outcomes

Information

and analysis

—
“
\ Policies and

procedures /

Efficiency Yields Capacity

# units of output that
meets specifications

Efficiency =

# units of input

Efficiency is the measure of a manager

Mary Campbell, 2005
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But We Can’t Measure What we Do

Capacity Yields Results

Fixed Costs

"Stuff

IT systems

Drains on staff capacity

Time spent on administration or oversight
Lack of motivation

Unscheduled absences, vacancies

Work place injury

Lack of expertise or competency

Time spent on ‘rework’ or complaints
Time spent putting out brush fires

28

Mary Campbell, 2005
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But We Can't Measure What we Do

Measuring Staff Capacity

-

* How many? # FTE's, % vacant

% absent, % time loss

» How present?

+ How available? % doing admin. tasks or

other work
% with skills needed
% satisfied with job

% know what to do

* How competent?

* How committed?

* How clear?

Measures are Motivating

Days Required to Place an Order

155 ﬂ

FHoliday,

May 1996

Mary Campbell, 2005
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But We Can’'t Measure What we Do

Measure to Build Morale

Show how staff contribute to something
meaningful

Show how their personal effort matters

Define the basis on which esteem is
earned

Provide a rational basis for recognition
Reinforce desired behaviors

i

Internet filings Overtake Paper !

10000 |

5000 |

Internet

0 L A S S S E M M At At S R S S N R BN N S B R A

Oct'™ Apr'{2 Oct 02 Apr'03 Oct " 03

i
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But We Can't Measure What we Do

Processing Time Shrinks To ONE DAY Turnaround
20

Before onfine &
re-engineering

After online &
/ re-engineering

Jan Apr  hl Oct  Jan Apr  Jul Oct

*

Drains on capacity of “stuff’

Deferring maintenance to “save money”
Buying the ‘cheapest’

Buying ‘over spec’

Not factoring in ‘total cost of ownership’

Inefficiencies in purchasing process
?7?

Mary Campbell, 2005
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But We Can't Measure What we Do

Measuring Capacity of “Stuff”

« How many sq ft? » # Sq. ft, % occupied

» Cost of space? + 3 per sq foot lease cost
» Cost for goods? » $ per unit of purchase

« Quality of goods?  « # customer needs met
« Equipment capacity? « % demand met on time

« “Total cost” to own? < $ life cycle

Drains on capacity of data/info

LJ

Data entry

Data definitions

Data system administration

Data conversion to information
o 27

Mary Campbell, 2005

18



But We Can’t Measure What we Do

Measuring Data/Info Capacity

+ How timely? + Age of data
*+ How valid? * % accurate
» How accessible? +« Time to retrieval

* How secure? » # events, % down-time

« Cost to collect? $ collection, data entry

+ Cost to store? + $ storage cost per unit

+ Cost to extract? $ per report generation

¥

Other factors that reduce
organizational capacity

+ Missed opportunities for revenue
generation

» “Color of money” limits

* Expenses related to tort claims
. ??

Mary Campbell, 2005
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But We Can’'t Measure What we Do

Expanding our horizons

Immediate | Intermediate | Ultimate

Drivers Inputs Activities | Outpuis Outcomes | Outcomes | Outcomes

Advocates

Authorizers Producers Managers | Recipients |Beneficiaries N
1Author|zersi

Managers | Partners

< CONTROL >
< INFLUENCE >

Advocates

< CONCERN >

How can | use these two
models?

» Deliver on performance expectations
— Assess effectiveness of strategies
— Anticipate emerging trends

 Build capacity in the organization
— Orient new staff, motivate staff & managers
~ Align all resources with desired results

» Build support in authorizing environment
— Show what you do with the dollars
— Relate resource requirements to results
— Speak their language

Mary Camphbeli, 2005
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But We Can’t Measure What we Do

L

L ]

Why multiple measures?

Make competing objectives visible

Test strategies for robustness — relate
causes to effects

Anticipate emerging risks
Triangulate on ‘performance’
Tailor communications for audience

Signal desired behaviors

4t

.

P

;
o
G

Mary Campbell, 2005
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But We Can’t Measure What we Do

Baselines and Benchmarks

» Baseline: The value of the measure
when the observation period started.

+ Benchmark: A point of reference used
to measure process performance (not a
synonym for target, baseline or
milestone).

Benchmarking is a structured approach for
identifying smart practices from other
organizations, and comparing and adapting
them to your agency in order to:

— ldentify more efficient or effective ways to achieve
the desired results, or

— Establish targets for measures of output, service
or product quality, or process capability.

Target: The value to be achieved by a date
certain.

Mary Campbell, 2005
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But We Can't Measure What we Do

Setting Targets

+ Start from a data-based rationale
(baseline, mandate, benchmark,
customer needs, etc.)

« Use judgment (budgets, organizational
capacity, politics, policies, etc.)

» Engage those responsible for meeting
them in negotiating targets.

Crude measures of the right things
are better than precise measures of
the wrong things. Jim Clemmer

Mary Campbell, 2005
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But We Can't Measure What we Do

Words of Advice

« Start where you are
« Use what you have

* Learn as you go

Mary Campbell, 2005
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